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c£ Action^ 


PuLTsuaat to the suggestiozt coMtaifietl is pAramreph Z 

I Stmmrf If63, there 


4^led 


ie treosmitted herewith a < of?y os the **tellt p«per" referred to 
thereia. 


Z. It ehould be noted that the cemtert of this pi^|>er, with 
few exeeptioas, was lifted verbatiaxi fr<mi the Director*# report 
to the PFIAB on totelligeoce cosimiaiatty activities relating to 
the Cuhae amis build -up^ i»»d »e new thoeghts have been intro- 
duced. 


3, It is recfttested that any coxr^roents you may have be 
submitted to me na^ later than COB 14 January lfi3. 
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I. INTRODUCTION 

Between; midsummer ard fall of 1962 the Soviets atterrqpted, 
within a very short period <rf time, to convert Cuba Into a powerful 
strategic base. 

These events were occurring in the environment <d Castro’s 
police-state controls, reinforced by the Soviets* ewn eecurlty 
precautions, niaking their detection and reporting difficult. 
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II. COLLECTION REOnmEMENTS 

tn late 1961, In or49x to proiride a soiird baeis for future 
U. S. policy toward Cuba, fee intelUgeace cancimanity waa laatructed 
to increase it® intelligence and action capabilities. Resulting intel- 
ligence comnmnity acti<»!s included increaeing tl-E averfllghte from 
one to two flights per month, creating a 

or the intelligence exploitation of Cuban refugees* and stepping 
up substantially the world-wide Inteiligence collection effort on Cuba. 

hile these actions had l;>e«r initiated prior to the Start of the 
Soviet build-up, it was this series of actions which placed the community 
in a position oi raadlneee when the Soviet build-up began in late July 
and early August. 

The broad framework of requiremente can Cuba, which was in 
the community's possession l»efore fee build-ap, was comprehensive 
enough to include guidance fox tlie gathering of information cm the scope 
and pace of the Soviet arms b\iild-uo including missiles. 
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IV. REPORTING ON THi: BUILD-UP 

During 1961 «»rly 1962, there were numercRu* reports from 
ground observers ebeut irlssUe aetNdiry ta Cuba. Until August 1962, 
overhead photography disproved almost all such reports. The few 
diet could not be disproved cmtld not be confirmed. 

The reporthig of all types of information on Cuba was massive, 
and it grew as collection facilities were increasingly focussed on the 
arms build-up. The reports indicated t© the community that the 
speed and magnitude erf the influx of Bloc p«reonnel a«td e^lpment Into 
a n<m-Bloc country was imprecedented in Soviet military aid activities. 

From mid-April to mid- October there were over a thousand 
hmnan- source reports on the arms buUd-up. Screening ®f Uieee, even 
in retrospect, reveals only a handful that can be related to offensive 
miseile activity. These few, which begsm to reach the community 
after mid -September, were suggestive enough to arouse the euspicions 
of the analysts, but did not provide hard evhienee. 

Our limited intelllgen.es assets within the Soviet Union did not 
detect the detailed planniiiig and extensive assembly of mMterials destined 
for Cuba. However, once the weapons were on their way, the tritelll- 
gence conimunity succeeded, in a very shoift period of time, in discover- 
ing and reporting the facts. 
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V, DISSEMB^ATION OF THE IlEPOHTS 

Raw liiformaticm i?<spc>rt3 on ttie Cuban arm* buUd-up, like 
all sucb reports, were widely dieeeBdisaiiled throughout the intelligence 
community. 


From early September there wa* a reetriction on pubUehing 
intelligence on offensive treapoaie in Cuba. This restriction, however, 
did not affect the flow erf raw information to analysts. 
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VI . PKOCtt^SSING AND ANALYSIf 

The composite of ioformation raachitig the analysts on the Cuban 
arms build-up was unique in peacetime inteUlgence oporattbns. By 
the end of August the total volume of reporting reaching the analysts 
had become a virtual deluge. 

The intelligeace community was understandably cautious in 
raising any alarm over the iiossibility of MRBM's in Cuba. The time 
span was very short and the evidence was inconclusiva. The MRBM’s 
probably did not arrive in Cuba before B September. Bkicause of the 
difficulty in getting coramunications out of Cuba, the first reporting 
suggesting the presence of MRBM's in Cuba did not reach Washington 
until after mid -September. 

By 3 October, the analytical process had funneled these reports 
into the targeting mechanism, resulting in the 14 October U-2 flight, 
originally approved to test tlie operational readiness of a SAM site, 
being flown over an area where MRBM's might be found. 

The an. lytic effort idetitified each of the major weapons systems 
introduced Into Cuba before the system reached operational capability. 
It should be noted, however, that the intelligence community would 
have been hard pressed to devote a similar effort to a similar problem 
occurring in some other part of the world at the same time. 
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Vn. THE tNTELLXOENGE FCBLICAMONS 

The moet immediate rellectloa of the IntelUgeace anelyete’ work 
appear# fir it ia car r eat late Hi go nee paolicatlon.# and later ia eatimative 
paper*. 

Because of roetrictions cm publithing information concerning 
offensive weapons in Cuba, tdiere ware delays and gaps in the published 
information, but not in the flow of raw information. The purpose of 
the restraint on publishing was to restrict the information to those 
who needed to know it for purposes of analysis and action. The effect 
was to concentrate the infor mation at the deeiaioo-ra^tiag levels of 
the Government. 
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nn. THE ESTIMATES ON CUBA 

Before the difcovery of strategic mlaailes in Cuba on 14 October 
the community had, in 1962, produced two National Intelligence Ettimatea 
and one Special National Intelligence Estimate. Each of thcie estimates 
discussed the possibility of Soviet use of Cuba as a strategic base, and 
each, including that of 19 Septeml:>er, concluded that the Soviets would 
consider the risk of U. S. retaliation too groat. 

Through long experience in estimating Soviet policy, the estimators 
had developed some sense of the limits within which the Soviets might 
operate. Until 14 October the evidence on the military build-up did 
not clearly indicate to the estimators that the Soviets would accept 
the risks involved in deploying offensive weapons systems to Cuba. 

The size and speed of the build-up and the obvious military advantage 
the Soviets would gain from a strategic base in Cuba caused them to 
examine this contingency in detail in preparing the 19 September estimate. 
They concluded, however, that such an action would involve an unacceptable 
degree of risk and would therefore be unlikely. 

On 19 October, the U. S. IntelUgeoce Board estimated that in reaction 
to certain U.S. courses of action the Soviet leaders would not deliberately 
initiate general war or take military maaaures, which in their calculation, 
would run the gravest risk of general war. This estimate was correct. 
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IX. CHRONOLOGY OF CI3BAN U-2 OVERFLICHTS 

Overhead reconaaieeftiice of Cuba widi U-2 aircraft bagaa ©a 
26 October I960. Between that date and 12 October 1962, CIA flew 
a total of 54 miaaioae. 

Ao of mid -April 1962i, authoritjr for U-2 miaelone wae inereaeed 
from one to two per monbii. 

The 29 Auguit miaiion, which corapleted the two authorlaed 
miaaiona for Auguat, covered ttie length of the ialaad and found eight 
SAM aitea in weatern Cuba and what waa later learned to be a eruiae 
miaailc aite at Banea. 

A miaaioa flown on 5 September over the eaatern and central 
portions of the island found three additional SAM sites in central 
Cuba. 

At a meeting on 10 September, the Secretary ®f State expressed 
concern over CIA' a planned coverage of Cuba, Involving extensive 
peripheral coverage ae well as two legs directly over Cuban air apace, 
all in one flight. Ae a raaid t, CIA split the proposed coverage into 
four parts, involving four separate flights. Beeausa of bad weather 
the four flights, covering portions of die island which had not been 
photographed since 5 August, ware not completed until 7 October. 
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From IB Septembor through 1 Octob«r» hgent mnd refugee reports 
dovetailed su£llciently to crisate the hypotheeis that there wae sometiting 
of uuusual iraportancc going on. in a ^finite area vreat of Havana and 
that ground obeerver report s of mieeile site e^netruction there needed 
to be confirmed or denied by photography. 

On 9 October it wee agreed that first priority ehould be given to 
one U-2 mieeion in the weeteru part of the island. If this flight did not 
activate ground-to-air fire, a number of similar sorties would be 
mounted. 

On 12 October operational control of U-2 overflights of Cuba was 
transferred to the Strategic Air Comcrmnd* 

A mission was flown by SAC on 14 October over an area west 
of Havana to test the opersUonal readiness of SAM sites and to look 
for suspected offensive missile activity. The flight was the first to 
discover the presence of MEBM's. 

On 16 October approval wsb given for an unlimited number of 
flights over Cuba. SAC flew 20 missions between 14 and 22 October, 
the date of the President's statement to the Mation. 
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X’. GOKGl^tJSIONS 

Tfe# intelligeace ©peamled ©xtiBisively amd 'W«1I 

in connection with Ctiba. Evex’y irtajor weapona ayatam iistroducad 
into Cuba by the Soviets was detected. Identified and reported 
before any one of these a^stenis attained an cqperatlonal capability. 

Aerial photography wasi very elective and our boat m«ttia 
of establiahing hard intelligence. The proceduree adopted in 
September delayed phot<^raphic intelligence, but photography prior 
to about 17 October would not Itave been sufficient to warrant action 
of a type which would require eupport from Western Hemisphere or 
NATO allies. 

The If September estimate, tvhile indicating lack cd probability 
that MRBM's would be plsiced in Cuba, did state that '^this contingency 
must be examined careftdly. " The estimators in preparing tiie 
If September estimate gave grisat weight to the fduLlosophical argument 
concerning Soviet intentions and thus did not fully weigh the indicators 
which would have led to a contrary conclusion. 
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